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THE  STATE  OF  THE  PUBLIC  SCHOOLS 


Part  4 

SCHOOL  STAFFING 

The  City's  financial  crisis  has  finally  forced  the  Boston  School  Committee  to  start 
grappling  with  the  chronic  and  costly  issue  of  overstaffing.  In  the  current  school  year 
1,801  full  time  personnel  were  cut  from  the  payroll.  That  20%  reduction  in  one  year  has 
been  disruptive  but  was  made  necessary  by  the  unwillingness  of  past  School  Committees  to 
adjust  staffing  in  the  face  of  declining  enrollments.  From  FY  1976  to  FY  1981  actual 
pupil  enrollment  dropped  by  18%  while  total  staff  declined  by  only  2% — a total  of  180 
employees.  Thus  in  one  year  the  School  Committee  cut  staffing  by  ten  times  the  reduc- 
tion of  the  previous  five  years  combined.  The  20%  reduction  of  staff  in  the  schools  is 
in  line  on  a percentage  basis  with  the  personnel  cuts  in  the  City  departments  in  calen- 
dar 1981. 

The  reduction  in  personnel  this  year  has  increased  both  the  student/staff  and  student/ 
teacher  ratios  over  the  prior  year  but  they  are  still  below  the  FY  1977  levels.  They  are 
also  lower  than  those  ratios  for  the  average  in  a sample  of  ten  Massachusetts  school 
systems  before  Proposition  2^5.  In  a national  comparison  with  20  comparable  school  sys- 
tems, Boston  had  the  third  lowest  student/professional  staff  ratio  and  the  fifth  lowest 
student/teacher  ratio. 

The  School  Committee  now  faces  an  apparent  paradox.  By  all  measurements  the  Boston 
School  Department's  staffing  is  excessive  and  should  be  cut  to  bring  the  Department  in 
line  with  other  comparable  school  systems  and  to  ensure  a balanced  budget  next  year. 

On  the  other  hand,  additional  personnel  cuts  could  be  disruptive  to  the  educational  pro- 
gram. Staff  reductions  need  not  be  disruptive  if  the  School  Committee  would  better  de- 
ploy teachers,  close  underutilized  schools,  consolidate  school  districts,  better  control 
the  flow  of  students  into  special  education  and  bilingual  programs  and  complete  the 
automated  position  control  system. 

This  is  the  fourth  of  a series  of  reports  on  the  Boston  Public  Schools  based  on  a 
study  done  for  the  Bureau  by  the  Boston  Urban  Observatory. of  the  University  of  Massachu- 
setts. The  first  report  dealt  with  school  finances;  the  second  with  pupil  enroll- 
ment, and  the  third  with  school  facilities.  The  last  report  will  focus  on  pupil  per- 
formance. 

Two  Phases  of  School  Staffing 

School  staffing  changes  from  FY  1976  to  FY  1981  can  be  broken  down  into  two  distinct 
phases.  Each  phase  seems  to  correlate  with  the  School  Department's  ability  to  control 
spending.  The  first  phase  was  from  FY  1976  to  FY  1978,  during  which  staffing  decreased 
by  375  positions  or  4%.  In  FY  1976  the  School  Department  deficit  was  $16.5  million  but 
declined  to  $1.7  million  two  years  later.  There  were  141  teacher  positions  and  228  op- 
eration and  maintenance  jobs  cut  in  that  period. 


In  the  second  phase  after  July,  1978,  the  number  of  personnel  began  to  increase 
and  reached  9,310  in  FY  1980  before  tapering  off  the  following  year  for  an  overall  in- 
crease of  195  positions.  The  budget  deficits  for  these  latter  two  years  totaled  $8.3 
million  and  $26.7  million  respectively.  In  this  period  the  number  of  teachers  increased 
by  229  and  instructional  aides  by  231.  There  were  continued  cuts  in  the  numbers  of 
clerks,  transitional  aides  and  bus  monitors. 


Boston  Public  School  Staff  by  Major  Category 


Year 

Total 

Teachers 

Instruct . 
Aides 

Other 
Instruct . 
Staff 

Principals  & 
Asst.  Princip. 

Admin.  Officers 
Clerks  & Misc. 
Support  Staff 

Supervis . 
Operat.  & 
Mainten. 

1975-76 

9438 

5147 

746 

291 

300 

1416 

1538 

1976-77 

9089 

5100 

738 

398 

307 

1171 

1375 

1977-78 

9063 

5006 

830 

345 

288 

1284 

1310 

1978-79 

9302 

5061 

933 

348 

288 

1338 

1334 

1979-80 

9310 

5121 

1007 

365 

288 

1212 

1317 

1980-81 

9258 

5235 

1061 

360 

270 

1049 

1283 

1981-82 

7457 

4382 

768 

313 

246 

732 

1016 

Change 

1982/81 

(1801) 

(853) 

(293) 

(47) 

(24) 

(317) 

(267) 

% Change 

(19.5)% 

(16.3)% 

(27.6)% 

(13.1)% 

(8.9)% 

(30.2)% 

(20.8)% 

Change 

1982/76 

(1981) 

(765) 

22 

22 

(54) 

(684) 

(522) 

% Change 

(21.0)% 

(14.9)% 

2.9% 

7.6% 

(18.0)% 

(48.3)% 

(33.9)% 

In  FY  1982  the  total  school  staff  was  reduced  by  1,801  positions  or  20%.  Teachers, 
who  represented  57%  of  all  school  staff  in  FY  1981,  had  their  ranks  cut  by  853  or  47% 
of  the  total.  Instructional  aides  were  cut  by  293  or  16%  of  the  total,  followed  by  317 
clerks  and  support  staff  or  18%  and  267  operation  and  maintenance  employees  or  15%  of 
the  total. 


Teachers:  Rise  and  Fall  Reflects  Enrollment  Changes  and  Mandated  Class  Sizes 


Reflecting  changes  in  enrollment  and  mandated  class  sizes,  the  total  number  of 
teachers  paid  from  all  funds  increased  by  88  from  FY  1976  to  FY  1981.  During  this  period 
actual  enrollment  declined  by  13,626  or  18%.  The  number  of  regular  education  teachers 
decreased  by  642  or  15%.  With  those  cuts  the  relative  share  which  regular  education 
teachers  represented  of  all  teaching  staff  decreased  from  83%  in  FY  1976  to  69%  in  FY 
1981.  At  the  same  time  special  education  enrollment  increased  by  4,917  or  90%.  Special 
education  classes  are  mandated  by  law  not  to  exceed  8 students  without  an  aide.  Boston 
tends  to  place  proportionally  more  children  in  substantially  separate  programs  which 
frequently  have  even  smaller  class  sizes.  These  factors  contributed  to  the  hiring  of 
535  special  education  teachers,  an  increase  of  99%. 


Boston  Public  School  Teachers 


Total 


Regular 

Education 


Special 

Education 


Bilingual 

Education 


Occupational 

Education 


Year 

No. 

% 

No. 

% 

1975-76 

5147 

100.0% 

4255 

82.7% 

1976-77 

5100 

100.0 

4101 

80.4 

1977-78 

5006 

100.0 

3908 

78.1 

1978-79 

5061 

100.0 

3804 

75.2 

1979-80 

5121 

100.0 

3732 

72.9 

1980-81 

5235 

100.0 

3613 

69.0 

1981-82 

4382 

100.0 

3020 

68.9 

Change 

1982/81 

(853) 

(593) 

% 

(16.3%) 

(16.4)% 

Change 

1982/76 

(765) 

(1235) 

% 

(14.9%) 

(29.0)% 

No. 

% 

No. 

% 

No. 

% 

539 

10.5% 

223 

4.3% 

130 

2.5% 

633 

12.4 

249 

4.9 

117 

2.3 

731 

14.6 

258 

5.1 

109 

2.2 

884 

17.5 

265 

5.2 

108 

2.1 

983 

19.2 

299 

5.8 

107 

2.1 

1074 

20.5 

368 

7.0 

180 

3.5 

841 

19.2 

354 

8.1 

167 

3.8 

(233) 

(14) 

(13) 

(21.7)% 

(3.8)% 

(7.2)% 

302 

131 

37 

56.0% 

58.7% 

28.5% 

In  bilingual  classes,  which  may  not  exceed  18  students  without  an  aide,  enrollment 
increased  by  2,498  or  68%  after  FY  1976.  Bilingual  education  was  designed  as  a three- 
year  transitional  program,  but  in  Boston  the  number  of  children  enrolled  four  years  or 
more  has  increased  sharply  in  recent  years.  As  a result  of  these  factors,  over  five 


years  the  number  of  bilingual  teachers  has  increased  by  145  or  65%.  As  percentages  of 
the  total  teaching  staff  over  the  five-year  period,  the  special  education  share  increased 
from  11%  to  21%  and  the  bilingual  share  from  4%  to  7%.  At  the  same  time  occupational 
education  teachers  increased  by  50  or  39%  and  represented  3%  of  all  teachers.  This  year 
853  teachers  were  cut,  with  regular  education  teachers  accounting  for  593  slots  or  70% 
of  the  loss.  Special  education  teachers  suffered  the  largest  percentage  decline,  losing 
233  positions  or  22%  of  their  total.  There  were  13  cuts  in  occupational  teacher  positions 
and  14  in  bilingual  positions. 

Boston  Staffing  Ratios  Too  Low  by  Comparison 

With  a major  decline  in  enrollment  and  little  change  in  staff  size  during  the  1976- 
1981  period  there  was  a steady  drop  in  Boston's  student/staff  and  student/teacher  ratios. 
The  total  student/staff  ratio  decreased  from  8.1:1  in  FY  1976  to  6.8:1  in  FY  1981.  The 
student/teacher  ratio  dropped  from  14.9:1  to  12.0:1.  The  personnel  cuts  this  year  re- 
versed that  trend  and  put  both  ratios  somewhat  below  the  FY  1977  levels. 

Boston  Public  School  Student/Staff  Ratios 


Principals 

Other 

Admin . 

Instr . 

h Assist. 

Instr . 

Cler.  & 

Operat . & 

Year 

Totals 

Teachers 

Aides 

Principals 

Staff 

Support 

Maintenance 

1975-76 

8.1:1 

14.9:1 

102.5:1 

254.9:1 

262.8:1 

54.0:1 

49.7:1 

1976-77 

8.1 

14.4 

99.8 

240.0 

185.1 

62.9 

53.6 

1977-78 

7.7 

14.0 

84.5 

243.6 

203.4 

54.6 

53.6 

1978-79 

7.2 

13.2 

71.8 

232.7 

192.6 

50.1 

50.2 

1979-80 

6.9 

12.6 

63.9 

223.4 

176.2 

53.1 

48.8 

1980-81 

6.8 

12.0 

59.2 

232.7 

174.5 

59.9 

49.0 

1981-82 

7.9 

13.4 

76.6 

239.2 

188.0 

80.4 

57.9 

When  compared  with  other  school  systems,  Boston's  total  student/staff  ratio  ranks 
low.  A comparison  was  made  between  Boston  after  the  FY  1982  cuts  and  the  pre-2i$  ratios 
of  ten  Massachusetts  systems.  Boston  was  still  found  below  the  ten-system  and  the  state- 
wide averages.  After  the  personnel  reductions  over  the  past  year,  Boston's  student/staff 
ratio  was  7.9:1.  That  ratio  compares  with  the  pre-2?^  (October,  1980)  staffing  average 
of  8.0:1  for  the  10-system  sample  and  the  8.5:1  statewide  average.  It  is  also  less 
than  Boston's  own  FY  1977  ratio.  Before  Proposition  2^$  eight  of  the  ten  systems  in  the 
sample  had  student/staf f ratios  greater  than  Boston's  current  ratio.  The  staffing  ratios 
of  those  systems  have  doubtlessly  risen  since. 

Boston's  FY  1982  student/ teacher  ratio  of  13.4:1  is  less  than  the  October,  1980, 
ten-system  average  of  14.7:1  and  the  statewide  average  of  14.7:1.  It  is  considerably 
short  of  Springield's  ratio  of  16.8:1,  Lynn's  17.0:1,  Brockton's  16.8:1  and  Newton's 
17.3:1.  This  year  Boston  has  an  average  of  one  building  administrator  for  every  239.2 
students.  This  ratio  is  far  below  the  pre-2h  statewide  ratio  of  329.8:1,  including 
Brockton's  423.3:1,  Brookline's  418.3:1  and  Newton's  393.2:1. 

Boston's  staffing  ratios  are  also  low  when  compared  with  20  school  systems  through- 
out the  country.  Educational  Research  Service  data  for  1981-82  shows  that  of  the  21 
systems,  Boston  has  the  third  lowest  student/professional  staff  ratio,  the  fifth  lowest 
student/teacher  ratio  and  the  second  lowest  building  administrator  ratio.  Boston's  stu- 
dent/teacher ratio  of  16.6:1  ranks  below  Indianapolis'  ratio  of  20.4:1,  Tucson's  27.7:1, 
Cleveland's  19.4:1,  Fort  Worth's  21.5:1,  Milwaukee's  18.2:1  and  the  20~city  average  of 
18.6:1.  Boston's  building  administrator  ratio  of  263.9:1  compares  with  the  20-city 
average  ratio  of  345.2:1. 

Boston's  small  student/teacher  ratios  are  accompanied  by  above-average  teacher  sal- 
aries. Data  from  the  Massachusetts  Department  of  Education  for  1980-81  shows  that  Boston 
school  teachers  earned  more  than  teachers  in  most  other  cities  and  towns  in  the  state. 
Boston's  average  teacher  salary  was  $23,595  or  25%  above  the  state  average  of  $18,787. 
Springfield's  average  salary  came  to  $17,353,  while  Worcester  and  Cambridge  paid  their 
teachers  an  average  $20,008  and  $18,258  respectively.  The  Educational  Research  Service  re 
ported  that  Boston's  teacher  salaries  were  7%  above  the  average  pay  for  the  20-city  sample 


Recommendations 


The  School  Committee  has  begun  to  make  long  overdue  personnel  cuts.  Expected  en- 
rollment declines  and  current  below-average  staffing  ratios  portend  additional  personnel 
reductions  for  the  next  several  years.  To  help  prevent  those  cuts  from  further  disrupting 
the  educational  program,  the  Bureau  makes  the  following  recommendations: 

1.  Allow  the  Superintendent  more  flexibility  in  the  deployment  of  teachers.  Certi- 
fied teachers  with  current  experience  should  be  assigned  where  needed  rather  than  on 
the  basis  of  seniority.  This  is  a matter  subject  to  negotiation. 

2.  Close  between  5 and  10  elementary  schools  this  July.  Underutilization  of  schools 
creates  small  class  sizes  and  requires  a larger  teaching  staff  in  the  elementary  regular 
education  program.  This  problem  has  forced  the  Superintendent  to  recommend  the  consol- 
idation of  one  or  two  grades  in  seven  elementary  schools  for  next  year.  For  example,  the 
Perry  Elementary  School  in  District  Six  was  projected  to  have  an  average  regular  educa- 
tion class  size  of  11.6  with  9 students  in  Grade  3 and  7 students  in  Grade  4.  These  two 
grades  were  consolidated  with  Grades  2 and  5 to  produce  an  overall  class  size  of  14.5, 
still  far  below  the  contract  maximum  class  size  of  26. 

3.  Restructure  the  school  system  to  allow  for  more  efficient  utilization  of  personnel. 
Since  FY  1976  pupil  enrollment  has  declined  by  18,000  students.  The  present  nine  school 
districts  could  be  consolidated  into  four  or  five  districts. 

4.  Develop  strategies  to  retain  children  in  regular  education  and  slow  up  or  reverse 
any  unnecessary  flow  into  the  special  education  and  bilingual  programs  with  their  smaller 
class  sizes.  Ways  to  avoid  the  costlier  special  education  programs  include  school-based 
student  support  teams,  staff  development  for  regular  education  teachers  and  revamping 

of  the  evaluation  team  leader  model. 

5.  Review  the  current  personnel  information  systems  for  internal  consistency  and 
accuracy,  then  complete  the  automated  position  control  system.  The  difficulty  in  ob- 
taining accurate  school  staffing  information  for  this  report  cannot  be  overstated.  At 
one  point  the  Bureau  had  three  different  "reliable"  estimates  for  the  number  of  special 
education  teachers  this  year,  with  the  figures  ranging  from  700  to  over  850.  Two  of 
these  estimates  came  from  the  same  department. 

Harry  M.  Burning,  Executive  Director 
Samuel  R.  Tyler,  Associate  Executive  Director 
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